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RUG - 4 1955

TO1 Deputy Direetor (Support)
SUBJECT: Survey of the Personnsl Frocurement Division, Office of Persomrel

1, THE PROBL:M:

To identify the functions and sctivities inheremt in the reerultment
problem in this Agency; to determine the most loglesl internal organi-
gation for the Biviaiem‘ and to ealculste the staffing regquirements,

2, FACTS BEATNG ON THE PROBIEMs

The preliminary survey of the Office of Personnel had indicated, for
this Divislon, that:

#. The title of the Uivislion was sppropriate, that branch structure was
logieslly arranged to perform the sctivities assigned, that no major
change in fumetional responsibility was required, and that division and
brangh overhead structurs was not excessive;

Y. Problems inherent in recruitment of all types were more mumerous and ine
velved in this Agengy than in normsl overt govermmental sgencies. For
this reason, recrulting experience of such overt agencies would not e
spplicable and data from other super-sensitive sgencles would not be
readily available;

¢. The Division had collected comprehensive experience data on most phasas
of the recruiting effort and thesc caleulations were accepled, for tue
purpes? of this survey, as being the best available guides in computing

the projeeted reguirements for Division staffing;

d. Produstivity of recruiters is measurable and can be expressed in ressonably
accurste factors, that the recrulting staff required to fill Agency per-
sernsl requirements can be caloulated by sush factors provided that [irm
leng range estimstes of requirements are established By the using coa-
ponents, and that steno/typist/clerical support cen be related directly
$o the munber of recrulters; '

e, The recrultment program in this Agengy is not capsble of rapid seceleration;
f. Aetive field recruiting on the part of the operating elcments of the

Agermy is not a desirable substitute for an organised and controlled re~
eruitment program.




3.
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-
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The title, Parsommel Procurement Division, accurately and plainly des~
oribes the part played by this element in the aceomplishment of the
mission of the Uffice of Personnel.

Ho material change in the functionsl responsibility of this element is
cortasplated in the recommended recrganization of the Office of Personnsl.
The Division funetions are re-stated only to the extent necessmry to
bring them within the accepted format for all elements of the Cffige,

The internsl argmisation of the Division provides for the Office of

the Division Chief, a Deparimental Hecruitment Brenoch to process appli-
cants who apply in persen t¢ Headquarters, & Clerical Recruitment Branch
to handle natiomwide reeruitment of steuu?’evpist/cmm personnel,
snd & Specialized lecrultment Braneh to conduot a nationwide recrultument
for personnel having desirsble special qualifiestions, This breskdown
represents & logleal arrangsment in secordance with the primery activi-
ties of the Division, The Division and Bransh overhead structure is
not sxcessive,

The yecruiting of personnel to meet the requirsments of this Agency is

2 slow, involved and costly eperation compared to similar activity ia

the overt governmentel sgencies. The Agemay qualification standards

are etmparatively nigh, some applleants are not acceptable to the epera-
tors, some do not choose to go threugh the slearance process, Security
and MNediesl exeminations eliminate meny, and others lose intercst as a
result of the overall time lag between interview mnd placement, As 2
result, the ratie of actual .CU's to interviews is very lew, The Divie
sion has collscted date reflecting the productivity of recruiters in
terms of the mumber of persons entering on duty as compared to the number
of interviews conducted in the various categories, ©.g., locael appli-
cations, field clerical interviews and field intervieuws with specialiszed
personnel. PFor the purpose of this survey, these data have been aceupted
as representing Agoncy experience and future possibilities in the re-
sxrultmwent field. '‘he following figures are pertinent:

(1) F4eld Rooyuigments
Cleries:
Le€ Clerical type EQD's per month per recrulter

Specialiged:

ot Clerieal type EOD's per month recruiter
1.i Bpecialised type E0D's per month per recruiter

e
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Departnental *eeruitment:

18 - Clerical type recruitments per month
LS Speclalised recrultments per month

Notes Production in the Field activities is expressed in terms
of "por recruiter”, whereas the expression for Depert-
mental activity is in terms of recruits per month, TFleld
production is in direct propertion to the number of re-
eruiters assigned - LUcpartmental Branch processes volun~
tesr epplicants and its preduction is governed by the
number who appear, Inereaping the interviewsrs, beyond
those necessary vo handle the traffie, would not ineroase
the production.

(2) Eptrence on Duty Ratiom |
(&) A 23 Yoar iverage shows the following:

Per 100 Clerical Type Interviews

25 LRecommended as Qualified
€ Seturity Clearances Initiated
3 asctually Lntered On Duty

Per 100 Specialized Type Intervieus

k0 Hecommendsd ss Qualified
10 Security Clearances Lnitiated
5 Actually bntered Un Duby

e, It i reasenably safc to msswse that the sabove productivity factors lor
recrulters in the three types of effort will not change materially; ulso,
that the ratio of actual EOD's cempared te inltial interviews will
probably continne about the same as reflseted sbove., Ilhe third <lemont
necessary in making a staffing caleulation for this Division is the Mrm
leng range statement of Agency personmel requirements and its policies
goncerning the T/C and ceiling limitations as of specific future dates.
In the past such long range estimates ss have been avallable have nol
proven to be very accurate. This question is of special importance in
relstion to the recruitment phase of Uffice of Perscnnel operations “ew
ceuse (1) the recruiting process 1s not adeptable to repid acceleration,
sz disoussed elsewhere herein, and (2) the time~lag necessary in this
Agengy between interviews and actual U{L's precludes complience, on ‘he
part of the recruliment element, with 'crash' requests from the operating
wide of the Agengy. There ls evidence of contradictien in poligy stute=
ments made by higher Agency sutherities concerning the future sisze, pere
sommel wise, of the Agengy and a8 to the trends of emphasic in the virious

"3 -

Approved For Release 2001/0&8CRAK-RDP78-04718A001500370002-5



£.

Er

ET.
Approved For Release 2001%%%$: CIA-RDP78-04718A001500370002-5

fields of interest within the Ageney mission. It is important to the

suceessful operation of the Office that the Director of FPersonnel teke
every oppertunity to bring this metter to the attention of the ICIL and
bis prineipsl pubordinate officiels in sn attempt to improve the long

rangs forecesting process.

& recruiting mecheniem sdaptable to the naturs of this Agendy o&n not be
instantly responsive to sharply fluctuating d anands for persomnel,
Recrultment msy be slowed down, or stopped eomplately, by erbitrary re-
ductions in the recruiting staff, Bowever, acoslsration of the effort

is negecssarily a slow proecese, The location of persons quelified for
this fype of work enéd willing to serve in this sapacity, their recruite
ment, treining, srea orientation, and the establighment of on-the-job
contacts with personncl sources, is a slow and sxpensive process, Ihis
process msy require from € months to 1 yeer from the selection of a ve~
eruiter to his first productive interview, Add to this ihe normal time
g in processing o candidate for employment, anywhers from 3 to 6 months,
and it is then obvious that we have somewhere between 9 and 18 months

lag between the tims it is decided to accelerate the recruitment sffort
and agy resulte in the form of actual EOD's, For this reeson, it appesars
advisable to maintein, as a minimm, the recrulting staff at a level in
belanee with the everagc requirements to meet normal attrition, The
present staff is now below that level.

Inability on the part of the recruiting element of the Office of Per-
sonnel to meet the requirements ol the eperating components of the Apgeney
tends to invite active field recruiting on the part of the operating
officials, This practice, while it hasz some justificetion from the
operator's viewpoint, is not = substitute for an organized and controlled
reerultment activity. However, unless the Cffice of Personnel is in a
position to perform in this field, there is 1ittle reason to criticize
the epersting officisls for getiing needed personnel Wy ary means they
find gvailable, including active fiel reeruiting.

h. Statistics for 1954 indicate an average monthly loss through normal

sttrition of 135 employees = 115 in the clerical category and 20 in the
specislized cetegory., To this attrition figure (135 per month) may be
added the augmentstion figure of 5% (1/12 of the 1 Jan 1955 difference
between the Agency suthorized celling and the actusl enboerd strength)
to arrive at an estimated 190 persons who must be brought on bosrd per
month in order to replace attrition losses and 11 anthorized vacancies.
It is noted that the Director of Persennel was recently instructed to
bring the Agency up to celling strengih within 12 meonths, FPolicy con~
cerning Ageney ceilings mey be changed but 1% is not likely that the
losses Yy atirition will vary, ‘o ery marked degree, from those exper-
jenced in 195k. Therefore, & permancat recruitment mechsnism cspable

" of producing & minimm of 135 LOC's per month, on the average, would

sppear to de the very least that could be expected, Figures sompiled
wly-

Approved For Release 2001/0g2mE-RDP78-04718A001500370002-5



1.

Approved For Release 2001/@HMZREIA-RDP78-04718A001500370002-5

by the Personmel Proturement Division for the year 155k indicate that
the Division wes @irectly responsible for spproximately 80% of the per-
gons who sctually entered on duty - the remaining 20% heing the result
of other resrultment sctivity. .

The following tabulation is & comparison of the sent staff of this
Division with e %ﬁaff which, considering ?ﬁf. applicable factors,
should satiefy t ‘ Agency requirements for new personnel to re-
place attrition losses. Tt s bolieved that the lack of a firm long
range manpower reguirsments sehedule and specific expressions of Agency
policy concerning future personnel cellings of the Agency negste any
justification for staffing this Tivision above minimum requirements &t
this time, Further, the sclection, clearance, iraining and orientation
of my propesed recruiters and smipport personnel is a sizable task, any
more additions to the staff would enly complicate the operatlon.

Divigional Elements Directive Prefessional Support ITotal

Office of the Chief

Proposed 2
Present 2
Incresse -
Departmental Recrultment Branch
Proposed 1
Present A
Incresse -
Clerical Heecywitment Branch
Proposed 1
Present .
Inerecase -
Bpecialized Recruliment Branch
Froposed 1
Fregent 1
Increase -
SUMNAT TON
Propesed 7/0 5
Present T/0 5
Proposed Increase -
5
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The rature of field recruitdng, partisulsrly in the specialized catipgorias,
invelves the preparstion of deteiled interview reports for sulmission

Yo Headguarters and censideration of operating personnel. Under prosent
procedures each recrulter earries a typewriter and personally types up
his reporte. Divison officials state that this activity requires from
8 to 12 hours per week of each recrulters tims, These men are highly
pald amployees and their time couki be used to better adventage. It has
been proposed that curteln recruiters be furnished portable distatiay
equipment in lieu of typewriters, and that their reports be dictated and
only the tapes or dises be forwarded to Headquarters, and ucat all of the
trangcribing be done By typists in the Headquarters office -~ the recome
mended T/0 provides typists for this purpose,

COMCHIS TOM8 ¢

Besed on the foregoing finding of facts and pertinent discussions, it is
eoncluded that:

The title, Persomncl Procurement Division, is definitive of the mission
of this element and should be contimed,

The functions of this element will remain as they were, except for ro
statement to achieve uniformity throughout the Cffice,

The erganizetional overhead of the Divisien is not excessive; the prusent
Wranch structure is logically related to the major phases of divisienal
activity and should be continved,

The recrulting sctivity of this Ageney cen not be campared with that aof

the normal overt govermmental ageney ag to cost, required staff, procedures,
nor productivity. Dats collected by the Division have besn acespted,

for the purpose of this survey, as being the best available means of cale
sulating the preductivity of recruiters and the staff necessary %e pro=
duet the reguired candidates for employment.,

If the Agency is to replace attrition losses and fill the gap betweern
its personnel celling and actual persomnel strength, uslng 195h exper-
ience as & guide, combined recruitment efforts must produce an averape
of 190 L0D's per month., 195k figures also indicate that # proximately
80F of the Z0D's for that year resulted from the activities of the Pere
eomnel Procurement Division = 20% from other recraitment efforts.

Urganized recruiting, as represented by the Perpomnel Procurement Divie
slon, should be maintained on s permanent basis st a lsvel vhich will
produse, ?g_%, sufflelent emplayees to replace attrition lossss,
The divieion stremglh should mot be arbitrarily reduced below this level
becsuse of the impossibility of activating and sscelerating the activigy
egain whon necessary,

i
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g» Inability of the Uffice of Fersonnel to provide sdequats recruits tends
Yo ingrezse active field recruiting on the part of ocperating officlals,
which is not a satisfactory substitute for the orgmised reerulting
progren of the Persormel Procurement Divislon.

h, Based on svallsble data, the T/O for this Division must be increased sub-
stantially (See Tab C) in order to perform its functions in an adequate
manne®. Ho additional overhcad positions are recommended, Active ro-
sruiting strength should be inereased by 1L positions, Support type posi-
tions (steno/typist/clerical persennel) should be incressed by 8, which
ineludes L olerk/typists to perform the transcription of field interview
reports resulting from the proposal that recruiters be provided dictating
machines in lieu of spending their time typing their own reports.

5, RECOMMINLATIONS:
It ie reccmmended thatis

&, The organixaticnal structure of the Persomnel Procurement Division con«
sist of the following elumente - See Tab A, Organisation Charts

Office of the Chief
Departacntal Recruliment Branch
Clerical Recrultment Branch
Speeialized Rearuliment Branch

b, The functional responsibilities proposed for the Divislon and ite Branches
he epproved « Je8 Tab B, Functions,

¢. That the proposed T/0 for the Tivision be g proved - See Teb C, Staffing
Pattern, {(See notes below).

d. Portsble dietating machines be igsued to fleld recruiters, particularly
in the Speoialized Bransh; transoription service to be performsd in lead-
arters - additional typist positions are provided in the proposed /0,
¢ sbove, to implement this recommendation.

Kotest 1. Proposed T/0 has besn exanined Yy Posltion Evaluation Divi-
sion and approved as to titles and grades.
It is estimated that ,
to meintain exist- 2. CFropesed T/0 reflects an incresase of 22 positions for this
ing on-board strength Division.

the need is for 16
more positions. 3. Offise of Personnel estimates that the proposed T/0 will in-

The remeining 6 crease thelr FY 1956 budget by approximately {71,400,00,
are for sugmentation This emeunt has been incorporsted in their budget reques’
to ceiling. to the Comptroller -~ Lecet. 650h.

—5/,, o /s‘ 25X1A%
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a Chief, Management Staff
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SUBJECT: Survey of the Fersomnel Procurament Divigion, Office of Personmnel

ATTACEMERNTS
Tab & » Urganigsation Uhart
Tab B =~ Funetional . tatements
Tab C « . taffing Pattern

CORCURBENCH s
/s/ 8 JUL 1955
“Bireetor of Persennel Tate
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